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A CONTINUING EDUCATION and personnel de-
velopment program set up to accomplish a number of specsc objec- 
tives is composed of many elements. For such a development program 
to be maximally effective, all these elements must be integrated into a 
system designed to accomplish the objectives within a cost effective 
framework. Various principles and techniques of learning must be 
applied in the development of the system. 
The principal objective is to design a model for use by librarians 
in analyzing and defining the basic problems and in developing the 
framework for a program of continuing education or personnel de- 
velopment which will facilitate the application of management tech- 
niques. The model should be flexible so that it can be implemented in 
any size or type of library or library system or in a group of cooperat- 
ing libraries. Therefore, provision should be made for the combination 
Members of the Subcommittee of the Staff Development Committee who produced 
the Model for Continuing Education and Staff Development in Libraries are: 
Mary A. Heneghan, Consultant, Arthur D. Little, Inc., Cambridge, Massachusetts, 
(Chairman); Kurt Cylke, Executive Secretary, Federal Library Committee, Library 
of Congress, Washington, D.C.; William E. HinchliE, Associate Director, Media 
Services, Federal City College, Washington, D.C.; and Ursula Meyer, Public 
Library Consultant, State Education Department, University of the State of New 
York, Albany, New York. A resource person who worked with this committee was 
Thomas J. Aln~tz of the Fairfax County Public Library, Fairfax, Virginia, whose 
hf.L.S, research paper at  The Catholic University of America is "A Model for 
Library Staff Development." 
LIBRARY TRENDS 
F
ig
. 1
. 
St
af
f 
D
ev
el
op
m
en
t 
Pr
ob
~a
rn
 M
od
el
 
This Page Intentionally Left Blank 
A Model for Continuing Education 
of elements in a rational way to make up a complete system which 
would not only be affected by internal factors, but also by elements 
outside the specific program developed, such as the attitude and moti- 
vation of those participating in the programs, the climate of the library 
or library system in which the program takes place, and the attitude 
of the administration of the given system toward continuing education 
and staff development. 
The model should provide for an overall framework adaptable to 
any library. It should identify the major elements of the system which 
would: 1) include constraints that must limit the choices of the system 
designer, such as the ~olicies and attitudes of top management toward 
continuing education and a personnel development program, the 
nature of related systems in the library, cost ceilings, personnel ceil- 
ings, and facilities restrictions; 2) include the identification of staff 
development needs within the library system and the determination of 
priority needs; 3)  include the determination of behavioral objectives 
for each part of the program and the sequencing of these objectives; 
4)  include the development of program elements which would meet 
the behavioral objectives and develop strategies best calculated to 
implement the objectives and provide methods for adjusting to indi- 
vidual differences; 5) provide selection policies for programs estab- 
lished; 6) suggest areas of decision necessary in order to determine 
the feasibility of a given program at the local level; 7) detail the steps 
necessary to successfully implement a given program; and 8) provide 
for methods of quality control and evaluation, including a method of 
feedback of results of the program to the system designer and man- 
ager, procedures for taking appropriate action on the results, and 
provision for obtaining supervisory support for a given program. 
The program model which has been developed is shown in a flow 
chart arrangement as a part of this article. (See figure 1.) It is a 
comparatively simple flow chart, but even in its simplicity, some 
explanation is required before it can be implemented. 
Basic to the institution of a personnel development program is an 
analysis and identification of the basic problems facing the library and 
its community. The library's community should be considered as its 
personnel (including administrators), its users, and the individuals 
entitled to its services who are neither personnel nor users. The basic 
problems to be analyzed must be defined with personnel, users, and 
the participating community whenever possible. It is quite possible 
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that non-users can identify appropriate problems to be analyzed and 
defined more effectively than either users or staff. 
Once the problems are analyzed and defined, the library must be 
capable of organizing to solve or alleviate problems through staff 
development programs. This could involve training the staff to respond 
to currently unmet needs such as programs for the disadvantaged or 
liandicapped, and developing the staff to accept respo~lsibility to 
participate in management or to train individuals for more responsible 
positions within thc organization or within the profession. In order 
to organize, it is necessary to obtain approval to assign personnel for 
planning the program and to allocate time for planning. The planning 
need not involve a forty-hour week for several staff members for a 
period of months, but, depending upon the complexity of the problem 
and the number of people to be involved, it can be conducted in a 
comparatively short period of time with participation by a limited 
number of individuals. 
The individuals assigned to planning should be active participants 
in gathering all the relevant data and in validating it in relation to the 
proposed program. Data and background information should be col- 
lected from illany sources-reports and other documents, statistics, per- 
sonal intervie\vs, and reactions of individual staff members, users or 
other members of the community. 
Once the data have been collected and validated, the data need to 
be analyzed in relation to the total program of the library. For example, 
if it were decided that the library needed to provide services to a 
currently unserved segment of the community, all the information 
applicable to this segment of the community would be collected and 
validated. Once the validation was completed, the information would 
be analyzed and related to other appropriate activities within the 
library and the total community. I t  is most important that the staff 
actively participate in this phase of the planning because they will be 
involved in the total service program and concerned with the develop- 
ment of the individual staff members as well as the service program of 
the library. 
Because most libraries ~7ill  find that a number of programs will be 
identified as a result of the analysis of data, the needs must be ranked. 
NO single institution or group of institutions can be expected to meet 
all the needs identified in a comparatively short period of time. The 
ranking of needs cannot be an arbitrary measure but must be a result 
of a consensus of those participating in the planning process. This can 
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be done at a meeting of all participants where a list of needs is pre- 
sented for them to discuss. If no choice is immediately obvious then 
a simple selection process can be set up with everyone having a certain 
number of points to be assigned to a single item, or to be split among 
the group of items in order to produce a ranked order. 
Although this appears to be a long process, it should be understood 
that many of these activities can be completed in a very limited time 
period. They all have been detailed in this presentation in order to 
provide a guide for those organizing staff development programs for 
the first time or for institutions which have not been receptive to 
such programs. Some of these tasks will be completed without ever 
being formalized, but they are identified in the flow chart in order 
to insure a continuity in the development process. 
Once the program to be implemented has been selected the program 
must be organized, but only after support and personnel have been 
assigned for this activity. The program will need to be formulated in 
a way that will insure maximum participation of the staff. The steps 
to be followed in formulating the program will differ depending upon 
the program itself. For example, in the case of a development program 
for service to an unserved segment of the community, the program 
should allow for participation by representatives of the community as 
well as other agencies which actively serve the community. In a pro- 
gram to involve staff in the application of new technology perhaps 
the key participants should be representatives of the commercial firm 
supplying the computers and those at the library responsible for imple- 
menting the computer technology within the operating system. 
Each library implementing a staff development program will have 
to identify the actions to be taken for a successful program. We believe 
that the model program and these brief comments are sufficient for 
the individual librarian to begin implementing his own staff develop- 
ment program. 
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